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1. INTRODUCTION 
 
 
 In recent decades, in the business world has become evident the need to 
implement activities focused on quality improvement, not only to products or services, 
but also to people, both employees and customers. Consequently, the activities 
focused on quality management have been gaining an increasing importance. The 
management systems emphasize the quality orientation of the company towards 
customer satisfaction, both internal and external; increase the quality of products and 
services offered; and improve processes and procedures necessary to develop them. 
These characteristics have increased the importance of the concept of Total Quality 
Management (TQM), since the quality has become an attribute of differentiation 
against the competition and a key factor that customers take into account when 
selecting a product or service. 
 
 According to Miller (1996) we can define the TQM as "a continuous process by 
which top management follows the necessary steps to ensure that all members of the 
organization make efforts and activities to establish and achieve equal or superior 
standards to the requirements and expectations of its customers, both external and 
internal." A distinctive feature of the Quality Management is the importance acquired 
among companies around the world regardless of their size or sector. The main 
reasons are: the response to new business challenges; the rapid globalization of 
markets that increases competition; the greatest requirement from customers, because 
they have variety of offers and they demand oriented quality meet their needs; 
accelerating progress and technological change, which decreases the life cycles of 
products; and the success they have achieved the above forms of quality 
management. 
 Along with these advantages, another factor that has driven the use of 
Management Systems (QMS) is the benefits it brings. According to Garvin (1984) the 
GCT allows companies to obtain internal benefits such as the improvement of 
productivity due to a reduction in rework and waste products leading to a reduction in 
production costs, lower costs of warranty and product availability, so service costs 
would be reduced. Also it is affirmed that through the use of a QMS external benefits or 
income (Garvin, 1984; Rust, Zahorik and Keiningham, 1995) are achieved.  
 It manages to increase customer satisfaction resulting in an improved corporate 
reputation, improved retention rate of customers, and attracting new consumers. These 
factors increase market share, creating economies of scale based on experience and 
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increasing the value and relative prices of products and services offered. The 
combined effect of reduced costs and increased revenue translates into increased 
profits for the company. 
 
 Despite these advantages, not all companies that implement a system of total 
quality management end up getting these benefits. The reality is that in many cases 
the implementation of QMS fails and does not provide a real increase in profits to the 
company. In some cases, not even a substantial improvement in the quality of their 
products or services. Many studies have focused on describing the TQM and its 
benefits, size or activities and requirements arising from the QMS. There have been 
very few who have carefully analyzed the cases of failure and the reasons that have 
led to a failed result. 
  
 The objective of this study is to investigate the causes of failure of the 
implementation of a total quality management system. This is intended link the results 
obtained by a company with the implementation of a QMS with the main reasons that 
led him to the use thereof. It will be analyzed the motivation that led many companies 
to implement a system of TQM and relationships between the different motivations and 
the mode to implement the quality system will be established. In addition, relations 
between motivation and the benefits achieved will also being sought.  
 
 Finally, it will be analyzed the connection between the initial motivation and 
performance of employees, defined as the degree of participation, motivation and 
internalization of the principles of quality. In order to analyze this relationship, this 
report is divided into two large blocks organized as follows: In the first part of the text 
will be discussed a theoretical review primarily focused on the two opposite types of 
motivation, extrinsic and intrinsic, which may lead a company to make the decision to 
implementing a QMS. Then, according to the types of motivation exposed the will be 
described the implementation process and mechanisms of introduction of the system in 
the company. To the end this block, will be presented the possible results obtained by 
the company according to the degree of internalization and the perception of the 
employees in relation to the activities and concepts of TQM and of the system that has 
been implemented in their organization. 
 
 In the second part of the report, a brief empirical study on the information 
discussed above will take place, which will allow us to test the relationship between 
failure and the reason for implementing a QMS in some specific cases. On the one 
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hand, through the directors of various companies information will be obtained of the 
initial reasons of implementation, as well as the mode of implementation of the system. 
On the other hand, via a questionnaire realized to the employees will be analyzed the 
results obtained on these, and the relationship between participation and motivation 
and their opinion on the reasons that prompted his company to use a QMS. 
 
 
2. REASONS FOR THE IMPLEMENTATION OF A QMS 
 
 
 
 Taking a decision always can be affected by two types of motivation: extrinsic 
and intrinsic. It is understood by extrinsic motivation that which has been generated by 
external influences the individual, that is, the motives for action are alien to it. By 
contrast, intrinsic motivation lies in the individual and the desire to seek new 
challenges, to analyze the ability of oneself and acquire new knowledge (Ryan and 
Deci, 2000). In this case, the motivation is driven by the interest or pleasure in the task. 
 
2.1 INTRINSIC MOTIVATION: TQM relationship models and results 
 
 The main internal reasons for which the organization decides to implement a 
QMS are related to the initiative of management, improving the relationship between 
employees and managers, for economic reasons such as reducing costs and waste or 
as a base for implementing more advanced quality management models (Carmona, 
Suarez, Mora and Periáñez, 2015). Similarly, the management team of an organization 
may decide to implement a QMS in order to increase the efficiency of the company. In 
this case, we speak of intrinsic motivation, because the benefits of quality orientation 
are understood and, in order to improve the company chooses to the implementation of 
a system of TQM. In this way, improve business efficiency is simple. If the market is 
studied and unexploited quality niches in the market, advantage is achieved reduce 
costs and increase market share (Garvin, 1984). Consequently, profits increased 
considerably. 
 
 Since the increased importance of quality, there have been many studies 
showing how implementing a QMS able to increase productivity, profits and business 
efficiency in the long term (Christiansen and Lee, 1994; Hendricks and Singhal, 1997, 
1999; Easton and Jarrell 1998). The benefits of implementing the TQM are both 
financial and operational and commercial (Carmona, Suarez, Mora and Periáñez, 
2015). In 1982, Deming published its famous "Chain Reaction" quality, whereby it 
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determined that quality improvement has two effects: first, errors and mistakes in the 
production line go down, descending consequently the costs by reprocessing. The 
second effect is the increase in efficiency in the use of both materials and time-
machine. As a result, increased productivity is achieved. (See  Figure 1). 
 
 
 
 
 
 
 
 
 
 
 
 
 David Garvin (1984) also showed how quality orientation can increase profits 
and reduce costs. From their point of view, improve quality increases reputation for 
quality (see Figure 2). First, this allows to attract new customers and increase market 
share. It also allows to set higher prices given a product of better quality. 
Consequently, this makes it possible to establish economies of scale based on 
experience and continuous improvement, which would increase economic benefits. 
 
Figure 2: Market Gains 
Source: D. Garvin (1984) 
 
 Similarly, increased reliability and conformity of products and services have 
three distinct effects: Improve productivity, save costs and reduce waste and rework 
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costs by guarantee. According to Garvin, these three conditions lead the company to 
reduce production costs and service, enabling an increase in profits. (See Figure 3). 
 
Figure 3: Cost savings 
Source: D. Garvin (1984) 
 
 Finally, we can emphasize the study of Rust, Zahorik and Keiningham (1995) 
that, based on a financial perspective, analyze the return on the expenses in quality 
(ROQ). It also determines that the benefits for quality improvement are mainly given in 
two ways: on the one hand, the company improves its ability to attract new customers. 
And on the other hand, the most satisfied clients with the products and services 
become loyal customers and increase their consumption. In addition, it should be noted 
that current customers buy more than new customers (Rose, 1990), and that the cost 
of getting a new customer is greater than the cost of a sale to an existing customer 
(Peters, 1988). In conclusion, the presented models indicate that the relationship 
between TQM and results depends on several variables. Second, we must also take 
into account external variables that focus on the image and positioning of the company. 
It is, for example, increased reputation and improving corporate image that will attract 
new customers. 
 
 In summary, previous studies indicate that those companies who willingly and 
without being forced to decide to implement a QMS, have the objective to achieve such 
benefits. It aims to improve business efficiency, in order to increase profits, create 
better quality products and satisfying customers in greater degree. 
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2.2. EXTRINSIC MOTIVATION 
 
 In many cases the decision to implement a QMS is not related to an intrinsic 
motivation but for reasons other than the organization determined by external 
contingencies. In this case the use of mechanisms TQM is determined by extrinsic 
motivation. External reasons may be very different: to increase market share, improve 
the image and reputation of the organization or respond to pressures of competition or 
by the Government (Carmona, Suarez, Mora and Periáñez, 2015). But generally, 
companies that have this kind of motivation seek to increase their legitimacy, instead of 
using the TQM as a tool for improving business profitability. In this way, they aim to 
improve their position in society and meet the established social norms. 
 
 In the business environment, there are pressures that prompt companies to 
carry out certain actions or plans to take concrete decisions or develop specific 
strategies. Institutional theory (DiMaggio and Powell (1983); Meyer and Rowan (1977) 
and Meyer and Scott (1983)) explains and classifies these environmental pressures. 
These pressures can lead an organization to implement a QMS for reasons beyond 
without the conviction or commitment of the business management to improve 
productivity. 
 
 The institutional theory suggests that companies carry out similar actions 
motivated by external forces, which leads to a tendency towards institutional 
isomorphism, namely, companies tend to accept and implement admitted and 
entrenched institutional formulas reference in their environment. In relation to this trend 
Powell and DiMaggio (1983) found two types of isomorphism affecting the business 
sector, competitive isomorphism, ie, market competition puts pressure on organizations 
to similarity, and institutional isomorphism, whereby companies also compete for the 
political and institutional legitimacy (see Table 1). 
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Source: Compiled from Powell and DiMaggio (1983) 
 
 Likewise, Powell and DiMaggio (1983) identified three mechanisms by which 
the institutional isomorphism can occur. First we find the coercive pressure that 
derives mainly from both formal and informal pressures that other organizations exert 
over a particular company; as well as the pressures of meeting the expectations of 
society. Thus, the state, through laws and regulations, social partners and trade unions 
through collective agreements and negotiations and the supranational organizations 
through guidelines and recommendations put pressure on organizations that require 
them to act in a particular way. 
 Therefore, these coercive pressures specifically the policies and requirements 
of government and other institutions responsible for quality force organizations to 
implement QMS. At the same time, the fact that many other company in the industry 
have a quality certification or implement systems based on TQM translates into 
extrinsic motivation to carry out this activity.  
 These pressures are given in both cases of adoption of QMS, like ISO 9000, 
and the implementation of standards related to Human Resources or other 
organizational areas. We find a good example of coercive pressure on studying Hoque 
(2003) which analyzes the impact and incidence of "Investors in People Standard" (IiP). 
The author shows that the impact of this accreditation has been limited since some 
companies have used to increase their recognition, simply carrying out some changes 
to ensure accreditation. Similarly, Ram (2000) analyzes and that in many cases 
companies attach importance to IiP accreditation for being an effective marketing 
resource. 
 
 Secondly we find the mimetic pressure arising mainly from uncertainty and 
ambiguity. When an organization does not have clear goals, has not properly defined 
action plans, does not understand technology or organizational environment involves 
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uncertainty, it tends to imitate or copy other organizations that seems more successful 
and have more legitimacy.  
 In this case, favorable public opinion to compliance with quality standards and 
compliance with these by industry leaders would create extrinsic motivation that would 
force a company to implement a QMS. 
 
 The latter mechanism of the Institutional Theory is the normative pressure 
resulting from the professionalization. We can define professionalization as the 
collective struggle of members of an occupation to establish the conditions and 
methods of their work and guide the future professionals through legitimacy (Liang, 
2007) and to establish a knowledge base and legitimizing autonomy at work (Larson, 
1977; Collins, 1979). Consequently, two aspects of professionalism are a source of 
isomorphism: the fact that universities hold education and standing on a cognitive base 
and the rapid growth of professional networks that include organizations. 
 Therefore, professional associations or consultants through the 
recommendations of a professional nature and the norms and values that have been 
established as appropriate in relation to the concept of quality can determine the 
performance of an organization in relation to the GCT. Likewise, the education system 
or contact with other professionals could result in an extrinsic motivation to implement 
a QMS. 
 
 In conclusion, institutional theory supports the hypothesis that the search for 
legitimacy can push companies to implement a Quality Management System even 
without being committed to it. Which will have a negative impact on the implementation 
process and lead to the failure to achieve the benefits of the system.  
 
 To avoid this taking of impulsive decisions or forced by external factors, 
organizations should always take into account that it is not about making the most 
investment possible in quality or trying to cover every aspect of this, ie, the end should 
never be to offer the highest quality possible. On the contrary it is about investing the 
right amount in the right place, not to become in a company with financial difficulties 
suffered by its focus on quality and excessive spending on customer service.  
 
 Also, the company should not forget that is not just about make surface 
changes to imitate successful organizations with strategies based on quality. But must 
understand and develop the cultural and structural principles of the organization to 
successfully bet on investing in quality. 
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 This leads us to believe that intrinsically motivated companies get better results 
from the implementation of a QMS since they are committed to a greater extent and 
carry out properly the necessary changes for the new orientation towards quality. From 
this idea appears the first hypothesis to contrast in the report: 
 
H1: The effect of QMS on the results is higher in the case of companies intrinsically 
motivated. 
 
 If the hypothesis is true, we can say that organizations that implement a system 
of quality management in order to increase performance, reduce costs or improve their 
performance in quality among others, will get higher or more positive results than 
companies that implemented the system pressured by their environment. 
 
3. QMS IMPLEMENTATION PROCESS 
 
 
 While the decision to implant a QMS and the motivation that drives this decision 
are important, previous literature has also shown that the mode of implementation is 
also a key factor that may determine the ultimate success of TQM (Tang, Chen and Wu 
(2010), Warwood and Roberts (2004) and Lawler (1994)). The implementation of the 
new quality-oriented system must be correct in order to achieve significant and positive 
results. Several analysts have reflected in their studies that many organizations have 
not benefited from the SGC by mistakes made in the implementation stage system 
(Nutt, 1986, Klien and Sorra, 1996). The purpose of this study is to analyze if there 
exists a relationship between such failures and why the company decided to focus on 
quality. 
 
 The study realized by Hendricks and Singhal (1998) shows that companies with 
more mature TQM implementation experience greater sales growth. And also get more 
significantly improve the cost that companies with less mature implementation of TQM. 
In the same way the analysis performed by Naveh and Marcus (2005) concludes that 
the implementation mode, both installation and use of a QMS influences the results. 
Also, Taylor (1995) in a study that relates the attitude, behavior and commitment of 
senior management with ISO 9000, concludes that obtaining or no profit can be 
attributed to the level of management commitment towards the implementation of the 
standard. Also suggests that the degree of understanding of the purpose of ISO 9000 
may affect not only the implementation of it, but also the chance to go beyond the 
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focus on quality in the long term. Therefore, understanding the ultimate goal of a QMS 
is crucial and very important previous step in the process of implementing. 
 
 In the cited study by Naveh and Marcus (2005), the authors define a correct 
implementation of the QMS as one that successfully develops two phases: the 
installation and use of the system. 
 The first phase, the installation consists of preparing and developing system 
concepts to be implemented, for example ISO 9000, EFQM excellence model, etc. In 
addition, in this phase the set of rules to follow is established, the quality policy is 
determined, responsibilities are specified and necessary documentation is required. In 
turn, the installation process consists of two steps: 1) external coordination, which aims 
to align the system requirements with the needs and capabilities of customers and 
suppliers and other key stakeholders and 2) the internal integration, which refers to the 
adaptation of the QMS to the situation and actual practices, standards and processes 
of the organization. 
 
 But the system installation is not enough; the next step is the use. This phase 
consists of two dimensions: 1) daily use, ie, the daily application of standards and 
written norms, until they become a fully integrated in the routine process of the 
company. 2) And use as a catalyst for change. This means that the implemented QMS 
will become the base for the new orientation of the company. If the system becomes a 
catalyst for change, the company will understand the TQM as a new opportunity in 
which to continue investing, through which it get continuous improvement of various 
aspects of business activity.  
 
 Depending on the degree to which the company follow these phases and 
complete it properly, will get a more or less satisfactory result. Now, we can relate the 
mode or degree of implementation of the QMS with the initial reasons that led the 
company to implement a system of TQM. Therefore, the various motivations 
influencing the company entail different results (Table 2). 
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3.1 IMPLEMENTATION OF QMS IN COMPANIES INTRINSICALLY 
MOTIVATED 
 
 It has been shown that those companies that decide to move toward quality in 
order to increase efficiency improve profits and gain competitive advantage work 
harder in the process of implementing the system of TQM (Kennedy and Fiss, 2009). 
The basis of this relationship is found in the fact that seeing a problem as an 
opportunity facilitates and improves the chances of action and results in a greater effort 
to properly implement the system (George et al, 2006). 
 
 If the exposed phases are completed correctly the QMS will be implemented 
properly and, in principle, without any serious errors that prevent achieving its 
objectives, benefits and improvements. To better understand this relationship between 
the four phases exposed by Naveh and Marcus (2005) and the implementation of the 
QMS we can establish a correlation between each phase and the various causes that 
may fail to implement a system TQM according to the study by Miller and Cangemi 
(1993). For example, if the organization does not maximize its relationships with 
 15 
suppliers external coordination phase will not be completed, which will lead to 
complications in the expected final results. In the same way if managers do not 
develop properly their task of leadership and direction, if not empower decision to work 
teams or fail to overcome resistance to change from employees, the phase of internal 
coordination will not take out properly preventing that QMS installation is complete and 
effective. Moreover, there are several errors that can relate to the phases of system 
use. If the company can not control or measure the effects of the implemented system 
or has not sufficiently developed its vision of quality, daily use standards and quality 
standards will not be adequate. Finally, an important cause that fails TQM 
implementation according to Miller and Cangemi (1993) is the orientation of the 
company in the short term. With this temporary vision is impossible conveniently 
complete the dimension of the quality system as a catalyst for change, since no results, 
improvement or further investment is expected in long-term quality. 
 
 To successfully perform the implementation of the QMS completing all phases 
properly, the company will have achieved a successful internalization of the concept of 
quality and related practices. There will be assimilated information and subsequently 
had transformed into knowledge that apply for a specific purpose (Knight and Liesch, 
2002). And good results will be achieved given the great entrepreneurial effort, which 
will be reflected in the involvement of management, participation of all employees, the 
creation of working groups and quality circles, the change of the fundamental 
organizational values, etc. Along with a correct integration of the system are 
fundamental long-term vision and commitment to change and improvement (Warwood 
and Roberts, 2004). 
 
 
3.2 IMPLEMENTATION OF QMS IN COMPANIES EXTRINSICALLY 
MOTIVATED 
 
 In contrast, organizations motivated by the pursuit of legitimacy, make 
superficial changes to imitate other successful companies with strategies based on 
quality. By not changing the fundamentals of the organization do not get positive 
results (Rust et. al, 1995). Similarly, another cause of negative results in the 
implementation of quality system derives from the investment poorly managed quality. 
Therefore, the company must study its current situation, its processes and procedures 
as well as the real needs of its customers to invest in those aspects the appropriate 
quality. But in many occasions, instead of this analysis companies allocate their 
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resources and efforts to cover all dimensions of quality. The result of this malpractice is 
an unnecessary investment of capital in customer service or on the product itself, which 
brings more losses than benefits. 
 
 Also, in many cases the organizations that implement a QMS by the 
environmental pressure and to gain legitimacy, see certification or approval of their 
system as an end in themselves. These companies do not really change their activity 
and after audits continue with the practices and models from previous work. This is a 
consequence of the lack of vision on the part of company executives who do not 
understand the focus on quality as a strategy or a competitive advantage. In this case, 
organizations simply understand the quality certification as a key survival factor in the 
industry. Therefore, this thought is motivated by fear which is always a negative view 
(Senge, 1990). 
 
 In other cases, the desire to imitate other successful companies’ causes that 
the organization only copies certain activities directly linked with the TQM or those 
simpler. This phenomenon is known as “imperfect imitability" (Barney, 1986). 
Extrinsically motivated managers decide to implement specific practices in their 
organization, those more visible, usually related to the technical part of the quality. 
Instead, as shown by the study of Powell (1995), it is the combination of more 
ambiguous and intangible activities with those more structured and visible what brings 
the success of the SGC. Behavioral factors, acceptance of change, motivation to 
improve, the commitment of leaders or the corporate effort are some of the key 
success factors. Equally the involvement, motivation and participation of employees in 
TQM is critical to the success of the system (Powell, 1995; Flynn, Schroeder and 
Sakakibara 1995). 
 
 All of this leads us to consider that those organizations intrinsically motivated 
will endeavor more in the process of implementation. And as a consequence, they will 
have better results. By contrast, extrinsically motivated organizations that suffer 
institutional pressures will carry out a more limited implementation of the QMS and get 
worse results or not get their benefits. In order to test this relationship properly, we 
propose the following hypothesis that relates the initial motivation to the degree of 
adequacy and commitment to the process of implementing the system: 
 
H2: The QMS implementation process will be better and will be conducted with a 
greater degree of commitment to those companies intrinsically motivated.  
 17 
 
 That is, if the hypothesis is confirmed we will be saying that companies seeking 
to improve their efficiency and reduce costs through a quality management system, are 
more committed to the development and implementation of the system. This means 
that in the end they get more positive benefits or results that the organizations 
extrinsically motivated. 
 
 
4. PERCEPTION OF EMPLOYEES: Degree of internalization, participation 
and motivation 
 
  
 Although in the preceding paragraph shows that the correct implementation of 
the QMS is very important in terms of its technical parts, for example, a perfect external 
coordination and integration with current practices of the company, adequate daily use 
is required the rules and standards set, etc. Previous literature also emphasizes the 
importance of the human part of a QMS. If it does not consider the employees or they 
do not understand or fail to internalize the principles of quality culture system 
performance they will also be undermined. 
 
 The International Organization for Standardization bases ISO 9000, ISO 9001 
and other related on seven basic principles of quality management, among which is the 
"commitment of the people”. This principle shows the importance of involving all 
employees of the various organizational levels in the SGC for it to be effective and 
efficient. Similarly, the "people" and "result in people" are criteria that are part of the 
known EFQM Excellence Model. We can also refer to the well-known work of Edwards 
Deming, "Quality, Productivity and Competitiveness: the exit of the crisis" (1986) to 
check the importance given to company personnel in the process of implementing a 
QMS. Among his 14 points for the transformation of the industry Deming devotes 
several points to the human side of the organization. Deming stresses the importance 
of implementing job training and integration of all employees by eliminating barriers 
between departments. He also indicates that the objective of leadership from the 
direction should be to help people and discard the fear so that everyone can work 
effectively for the company. On the last point, Deming says it is essential to involve the 
entire organization to carry out the transformation towards the culture of quality. Thus, 
in relation to employees the degree of participation in quality practices, the motivation 
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for carrying them out and the degree of internalization of the culture of quality are also 
variables that affect the benefits obtained by the practices of TQM. 
 
 The basis of TQM programs is to empower and gives responsibility to the 
employees for them to control the quality. To do this, they are trained in the use of 
resolution techniques and troubleshooting and offer the tools necessary to carry out 
these tasks. For example, this is the main function of Chapter 6, Human Resources 
Management within ISO 9001. In this chapter, are explained the requirements related 
to the human capital of the organization. First, is manifested the responsibility of 
management to provide the resources necessary for the proper implementation and 
maintenance of QMS. The training of personnel is also required, through training plans, 
and maintenance by evaluating the efficiency of the training offered. In the same way 
within this chapter, ISO 9001 also establishes requirements in relation to the work 
environment. Management must continually search for optimal environmental 
conditions to ensure proper implementation of the system, not only the proper 
performance of the products. 
 
 Similarly, the EFQM Excellence Model specific its two principles related to 
human capital in various areas to address. In relation to Chapter 3, People, Model 
establishes aims to facilitate for all employees the contribution of creative ideas and 
innovations and let them show their skills and capabilities that create a continuous 
improvement based on the intelligent use of knowledge. To do this, the areas to be 
addressed or the relevant tools that the company can use go through an effective 
communication system, rewards programs and appropriate recognition, development 
of skills and competences of all workers, etc. Already in relation to the results, EFQM 
states Criterion 7 People Results. The organization must determine the degree of job 
and personally satisfaction of workers who make up the organization and their level of 
motivation in relation to their job. For this, the Model itself establishes indicators to 
measure these variables in order to know the achievements of employees, their 
involvement, etc. 
 
 Like the responsibility and the power given to the workforce, another basic pillar 
of the GCT is the inclusion of all employees in the quality management culture. To do 
this become indispensable communication, motivation and participation in relation to all 
practices of the implemented QMS. 
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 We can understand therefore that the participation of the entire organization is 
one of the key activities for the successful implementation of the QMS. Participation at 
the organizational level is defined as "a process that uses the input of employees to 
increase their commitment to the success of the company" (Robbins, Judge and 
Cambell, 2010, p. 180). The basis of this definition is that employees will be more 
committed to the company and satisfied with their work if their decision-making power 
is increased and is given autonomy in the tasks carried out. In addition, Robbins et al 
(2010) identify three methods with which to influence employee participation: 1) 
participative management, all employees have some power of decision, 2) participative 
representation, all employees participate through small representative groups and 3) 
quality circles, ie, groups of workers who meet to analyze, discuss identify and 
implement corrective actions on quality issues in their areas. This shows that the QMS 
strengthen the participation of employees through their involvement in decision-
making, process definition, problem solving and quality control. In addition, it attempts 
to increase the participation of all workers from building teams with targets on the 
quality area. This is the previously mentioned quality circles, committees and quality 
improvement teams, which powers the relationships between employees from different 
departments in order to achieve continuous improvement of quality practices. 
 
 But it is also important the reason why employees participate. In cases where 
managers impose participation and involve some workers compulsorily in certain 
activities of TQM, employees will not be really motivated. In addition they will not 
understand the function and quality culture that seeks to establish and, therefore, will 
not come to internalize its principles. By contrast, success will get employees to 
voluntarily participate in the new practices. To do this, there are several variables that 
enhance or hinder the participation of workers in the TQM (Yeh, 2003), among which 
stands out the degree of "self-efficacy" submitted by employees. This variable will 
determine their participation because when employees see themselves more capable 
to carry out TQM related activities, more motivated they will be to participate (Yeh 
(2003) and Shea and Howell (1998)). 
 
 Regarding the motivation we can define it as "the process that explains the 
intensity, direction and persistence of an individual effort towards achieving an 
objective" (Robbins, Judge and Cambell, 2010, p. 140). As in participation, there are 
also ways in which managers can influence to increase intrinsic motivation and 
satisfaction of workers and, consequently, increase their willingness to participate in 
quality management. Among the main variables are the organizational structure and 
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particularly the job design (Lawler, 1994) because to better conditions and working 
facilities more likely that the employee wishes to help the organization and increase 
productivity. As already mentioned, it is also crucial positioning at the lowest level 
possible the power of decision. Together with these variables the GCT also increase 
the motivation through various tools. Both the requirements of ISO 9001 and EFQM 
criteria related to human part pursue grant greater power of decision to employees. 
The aim is to increase their involvement and their motivation to continually improve 
those tasks performed. The goal is that all employees feel part of the TQM's practices 
and they can implement corrective actions in their workplace, seeking continuous 
improvement. For the same purpose, the SGC establish systems of recognition and 
rewards to enhance employee satisfaction and increase the reasons and motives to 
strive and work according to the culture of quality. 
 
 Participation and motivation are not only closely linked together but also directly 
related to the degree of internalization. To understand this concept we refer to SECI 
Model, created by Nonaka and Tkeuchi (1995), which analyzes the creation and 
transfer of knowledge in organizations. This model shows that internalization is a 
process which transforms the explicit knowledge, structured information that can be 
encoded, in tacit knowledge, becoming an intangible element difficult to express, that 
forms part of individual knowledge and becomes a valuable asset for organization. 
 
 Therefore, when a worker feel intrinsically motivated to carry out the activities of 
the SGC, he will decide to participate voluntarily in its implementation and 
development. Consequently, the worker will own and settle the principles of quality 
culture in their way of thinking and acting in the organization. At that time the rules, 
processes and quality procedures cease to be explicit knowledge that the organization 
provides the employee to be tacit knowledge, because there will be internalized rules 
correctly, and will become part of their experience, values and beliefs so they will 
determine the way they act. Thereby, greater internalization of standards and quality 
practices could lead to further implementation of the components of TQM (Fotopoulos 
and Psomas, 2009; Psomas, Fotopoulos and Kafetzopoulos, 2010). 
 
 In a study conducted by Webley and Cartwright (1996), where they analyzed 
the underlying psychological part of TQM's practices, the authors conclude that there 
are nine major psychological processes that lead to the QMS to be implemented 
correctly among workers: Identification, internalization, instrumentality, consensus, 
rationality, group dynamics, development, equity and equality. Between these 
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processes highlight the identification, process that allows all employees to share a 
common purpose and engaged in making business objectives (Webley and Cartwright, 
1996), and the internalization. Both concepts are closely related, since so that the 
workers share a common purpose and they are identified and oriented towards the 
same goals and objectives, should be a proper internalization of corporate values and 
beliefs. Similarly, after an empirical study on a sample of hotels with the Q Certification 
(Mark of Quality Tourism from the Institute of Spanish Tourism Quality (ICTE)), Tarí, 
Heras-Saizarbitoria and Pereira (2013) concluded that the degree of internalization has 
a positive effect on profits obtained by the implemented QMS. 
 
 In summary, previous studies in the field of TQM indicate that there is a direct 
relationship between employee motivation and degree of voluntary participation in 
practices related to the QMS. And at the same time it is clear that both concepts 
significantly influence the level of internalization of the culture of quality by all 
employees of the organization. Being the acceptance and understanding of the 
principles crucial for the successful implementation of the system and to achieve 
positive results that improve the productivity and efficiency of the company TQM. 
 
 In short, the main idea we draw is that those most committed companies with 
the implementation and development of the QMS get results on the employees most 
positive that organizations that implement the system quickly, partial or with a low level 
of interest or commitment. In this connection the third hypothesis we will check in the 
next block of the report is extracted: 
 
H3: The most committed companies with the development and implementation process 
of the QMS achieve better results on employees than companies less interested and 
committed with the implementation of the system. 
 
 Finally, by linking all the data analyzed in the report we arrived at the general 
idea that those companies originally intrinsically motivated obtained at the end of the 
development process and implementation of the system TQM more positive results on 
workers. This leads us to make a final hypothesis to check whether or not there is such 
a relationship: 
 
H4: Intrinsically motivated companies will have better results on employees than those 
originally motivated extrinsically. 
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 That is, if the hypothesis is true, we can say that those companies seeking to 
improve their efficiency or economic performance achieve that their employees are 
more motivated and willing to participate in a greater degree and continuously in the 
system of quality management. Which would lead them to greater internalization of 
quality practices and understand their benefits, unlike workers in those organizations 
originally motivated externally. 
 
5. EMPIRICAL STUDY 
 
To check if the conclusions drawn during the theoretical review are true, below 
we proceed to undertake an empirical study. The aim is to test the four hypotheses 
proposed and determine if there are significant relationships between motivation, 
implementation and results. 
Figure 4: Hypotheses 
 
 
 
 
 
 
 
 
 
 
 
 
 
5.1 METHODOLOGY 
 
 
 For the empirical analysis we have been conducted two different studies using 
two separate questionnaires. The first of them is intended to gather information about 
the initial motivation that prompted organizations has bet on a QMS and mode of 
implementation. The second questionnaire mainly aims to obtain information about the 
results of the QMS in relation to employees and the degree of internalization of quality 
practices. 
 
Study 1 
 
 The data relating to the first questionnaire (see Annex I) have been obtained 
from a previous study (Escrig, et al. 2014) aimed to analyze good management 
practices in organizations with a recognition by EFQM Excellence Model. In order to 
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use such data for this study have been selected various questions included in the 
official questionnaire. 
 
 First, to measure the initial reasons that involve the implementation of QMS, the 
organizations value the importance that had eleven reasons. The items have been 
taken from previous research on quality management and excellence (Taylor, 1997; 
Poksiska, et al. 2010; Heras, et al. 2006; Casadesús and Heras, 2005; and Ghobadian 
and Gallear, 2001). The reasons to value are presented as statements and can be 
classified between internal reasons, for example: Improve competitiveness, improve 
the quality of products or services, etc., and external, for example: Getting grants of 
public administration, continue management trends imitating others, etc. The items are 
measured by a Likert scale with five levels of response (1 is equal to nothing important 
and 5 being very important). Since the variable to be measured is the degree of 
influence for each reason in the decision to implement a QMS and how the items are 
statements, the scale measures the degree of agreement or disagreement of the 
respondent. 
 
 To explore the benefits arising from the use of the EFQM Excellence Model 
respondent is asked to assess the improvement in results in relation to four main 
areas: customers, people in the organization, society and key results of the 
organization. In this question again the measurement scale is type Likert with five 
levels showing different degrees of achievement of the proposed improvements in the 
four items. In this measuring scale 1 is equal to improve not achieved and five 
improvements achieved permanently. 
 
 Finally, to measure whether the organization conducted a successful 
implementation of the QMS, the respondent must show their degree of agreement or 
disagreement with seventeen claims regarding the four phases of implementation that 
we have established as optimal: installation, formed by the internal integration and 
external coordination, and use, made up of daily use and use as catalyst for change 
(See section 3. QMS implementation processes). 
 
 To do this, have been adapted items extracted of several previous studies as 
Naveh y Marcus, 2005; Miyazawa and Yoshida, 2010; Taylor and Wright, 2003; Tucker 
et al. 2007; Kaynak and Hartley, 2008; Santos y Álvarez, 2008; Powell, 1995; Martínez 
y Martínez, 2012. The sixteen items are presented as statements, such as: In meetings 
of the Committee issues of quality and excellence are reviewed; the use of the model 
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has led to changes in the way things are done in your organization, etc., and they are 
divided according to the four phases of development and implementation. The 
measurement scale is type Likert with five levels allowing to show the degree of 
agreement or disagreement with the statement proposed. On this scale, 1 is strongly 
disagree and 5 strongly agree.  
 
Study 2 
 
 The second questionnaire (see Annex II) is aimed at analyzing the results of the 
SGC on employees, through measuring their degree of participation, motivation and 
internalization of the principles and practices of quality. In this case the items have 
been taken from a study by Tang, Z., Chen, X.and Wu, Z. (2010), in which the authors 
investigate individual-level determinants of participation in the activities of GCT. In the 
corresponding question they are presented fourteen statements divided into the three 
categories mentioned, for example: In my area of work I am always looking for ways to 
prevent errors, my participation in continuous improvement activities related to quality 
reduces quality costs, get involved in continuous improvement and quality activities is 
nice, etc. The scale of measurement used is type Likert with five levels, by which the 
respondent can show their degree of agreement or disagreement with the statements. 
 
 Finally, in order to know the opinion of employees on the reasons that led their 
organization to implement a QMS, we use again the first question presented in the first 
questionnaire. In this case, through the Likert scale of five levels, we ask the worker to 
indicate the degree of importance that he believes the reasons presented in the 
different items had, showing their degree of agreement or disagreement with each of 
them. 
 
5.2 SAMPLE 
 
Study 1 
 
 For the first part of the research focused on the initial motivations that led to the 
implementation of the QMS and the mode of development and implementation thereof, 
the first questionnaire was conducted on a sample of 180 Spanish organizations that 
on March 13, 2013 had a seal of excellence. The sample is selected in proportion to 
the population of each of the different labels of excellence. Also, they are represented 
the following economic sectors: services, healthcare, manufacturing, education and 
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nonprofit organizations. Also, the sample includes companies of different autonomous 
communities. (Escrig et. Al., 2014). 
 
 
Study 2 
 
 To analyze the results of employees has been measured their levels of 
motivation, participation and the degree of internalization of the principles of quality. In 
addition, information has been obtained about the importance that employees believe 
their organization awarded to different external and internal reasons at the time of 
implementing its QMS. To facilitate research we focus on a particular organization, the 
Hotel Intur Catellón. This hotel has the "Q" Tourist Quality granted by the Spanish 
Institute for Quality Tourism for 17 years. 
 We carry out the second questionnaire to 30 workers in the hotel. Also, we 
conducted the questionnaire used in Study 1 to the person responsible of quality in the 
organization was also carried out. 
 
 
6. RESULTS 
 
 
Study 1 
 
 In order to classify the companies in the sample as motivated internally and 
externally motivated have been analyzed values for these variables obtained by the 
companies in the sample. Figure 5 shows the correlation between internal and external 
motivations. Quickly we see that most companies give a similar importance to both 
types of reasons so there is a high correlation between them (p = 0.5918) and, based 
on these results, we can affirm that there is no incompatibility between internal and 
external reasons for implementing the QMS. The companies that implemented a QMS 
for internal reasons also attached importance to external. This indicates that 
companies do not choose between one or the other. By getting these results we can 
not identify several groups of companies according to the importance of internal, 
external or both reasons. Based on these results it was decided to analyze the 
relationships between internal and external reasons and results using a regression 
analysis. 
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Figure 5: Correlation between internal and external motivation according to the 
organizations 
 
Relationship between QMS and results 
 
 Table 3 shows the results of the regression analysis between the two types of 
motivation with the results at the business level. This analysis corresponds to the 
hypothesis 1 and 4 of the investigation, which refer to: 
 
H1: The effect of QMS on the results is higher in the case of companies intrinsically 
motivated. 
H4: intrinsically motivated companies will have better results on employees than those 
initially motivated extrinsically. 
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Table 3: Results of Regression Models Predicting the effect  
of Motivation on Company’s Results 
 Table 3 shows that internal motivation is not significant in relation to the results 
on customers, society and key results for the company. Regarding the external 
motivation, there is empirical evidence that it has a positive effect on the results on 
customers. Again, the results are not significant in relation to the results on society or 
on key results. In summary the hypothesis 1 is not confirmed since most companies 
internally motivated not improve key results of the organization. 
 Regarding the hypothesis 4, there is empirical evidence to say that intrinsic 
motivation positively and significantly affects to the results on the employees. And 
extrinsic motivation negatively affects them. Overall, the hypothesis 4 is confirmed, 
since when more internal motivation, better results in people. Overall, hypothesis 4 is 
confirmed, if there is more internal motivation are obtained better results in employees. 
 
Relationship between reasons for the deployment and implementation of the 
QMS 
 To test the hypothesis 2 and understand the relationship between initial 
motivation and development process and implementation of the QMS, again has been 
performed a regression of these variables. 
 
Table 4: Results of Regression Models Predicting  
the effect of Motivation on Implementation 
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 Table 4 shows that intrinsic motivation, despite positively affect the four phases 
of implementation, it is significant only on the phase of internal integration and catalyst 
for change. Therefore, companies internally motivated coordinate better the principles 
of quality management with their actual practices. And besides, it is likely to continue 
investing in quality in the long term. By contrast, extrinsic motivation has a negative 
effect on three of the four phases, although the effect is only significant on the last one. 
Therefore, there is empirical evidence to say that extrinsic motivation has a negative 
effect on long-term performance of the company in relation to quality. In summary, 
these results confirm the hypothesis 2 of the research. 
 
Relationship between the implementation process and results of employees 
 
 Finally, to test the hypothesis 3 we have made a regression relating the four 
phases of the implementation process with the results obtained on employees (Table 
5). 
Table 5: Results of Regression Models Predicting  
the effect of Implementation on the Employee’s Results 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Table 5 shows that all phases have a positive effect on results in relation to 
employees, although only is significant the external coordination. Hence, there is 
empirical evidence to say that if organizations hold a good external coordination in 
implementing the QMS get more positive results on employees. These results partially 
confirmed hypothesis 3, only for the case of external coordination. 
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Study 2 
 
 In order to classify employees of the sample according to their opinion on the 
main motivation of their company, we have analyzed the values for these variables 
obtained by the workers of the sample. Figure 6 shows the correlation between internal 
and external reasons, from the perception of employees. Quickly we find that most 
respondents granted a similar importance to both types of reasons, so there is a high 
correlation between them (p = 0.5687). Based on these results, we can say that 
employees do not perceive a key reason that carries his company to bet on quality. By 
getting these results we can not identify several groups of employees according to the 
perception of the initial motivation of their organization. Consequently it was decided to 
analyze the relationships between internal and external reasons and results on 
employees using regression analysis. 
 
Figure 6. Correlation between internal and external 
 motivation according to employees 
 
Relationship between motivation and behavior of employees 
 
 Table 6 shows the results obtained by performing a regression relating the 
opinion of employees on the factors that motivated the organization and the three 
variables chosen as representing their behavior in quality management. It is noted that 
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despite the fact that both types of motivation positively affect motivation, participation 
and internalization, only in some cases this effect is positive. The results indicate that 
intrinsic motivation has a positive effect on the degree of employee involvement. In 
addition, a greater degree of internal motivation, employees internalize in higher level 
the principles and practices of TQM. Likewise extrinsic motivation has a positive effect 
on the three variables, although only affects significantly the degree of internalization. 
 
 
 
7. CONCLUSIONS 
 
Study 1 
 
 From the data obtained from the first study we conclude that for most 
organizations both internal and external reasons are important when taking the 
decision to implement a QMS. Companies want to improve their effectiveness, the 
quality of their products and reduce their costs as well as improve its legitimacy in the 
market or carry out the same practices than its competitors. These results contrast with 
the ones obtained in the study of Carmona et. al. (2016). The authors conclude that 
truly the internal motives drive the implementation of QMS greater extent than external 
motivations. Perhaps these conflicting results are given by differences between the 
samples chosen in both studies. 
  
 Still, we determine that there is relationship between initial motivation and 
results. Intrinsic motivation positively affects the results in employees, while extrinsic 
motivation negatively affects them. That is, those companies that implement a QMS 
mainly to improve efficiency, productivity or reduce costs get more positive results on 
their workers than those who yield to the pressures of the environment. 
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 Also notable that extrinsic motivation is positively perceived by consumers. 
External motivation positively influences the results in customers. This is logical if we 
think that organizations implement a quality management system in response to the 
consumer demands (coercive pressure). In some way, customers are demanding 
certain standards and quality practices and they react positively when companies 
respond effectively to these demands. These findings correspond in part to the 
confirmations made by various studies (Lee, 1995; Jones, 1997 and Singels, 2001). 
Based on empirical studies various authors conclude that internally motivated 
organizations obtain better results. 
 On the contrary, the conclusions disagree with the results obtained by Tarí, 
Heras-Saizarbitoria and Pereira (2013). The authors claim that intrinsic motivation 
positively affects the daily use of quality standard. While our results, despite showing a 
positive impact it is not significant. 
 
 In relation to the phases of implementation and system development of the 
TQM, we can conclude that companies intrinsically motivated primarily perform better 
internal integration phases and catalyst for change. Companies with higher degree of 
internal motivation better integrate the QMS with its practices, processes and current 
standards. In addition, at higher degree of intrinsic motivation more will continue to 
focus on quality in the long term, implementing more complex and complete Quality 
Management Systems. These results are consistent if we think that internal motivations 
are based on the desire to improve the effectiveness, productivity and economic 
performance. If the organization has a greater interest in improving its internal situation 
will also be interested in maintaining these results and, therefore, continue to focus on 
quality in the future. 
 
 In contrast, extrinsic motivation negatively affects the final stage of implantation. 
Those organizations with higher degree of external motivation not use the SGC to 
change their business and probably will not continue to invest in long-term quality or 
will do so to a lesser extent. This is logical if we think that external reasons are mainly 
based on copying to other companies and increase legitimacy in the competitive 
market. In a situation of pressure, organizations implement the QMS to obtain benefits 
quickly. These companies seek to improve its position and image in the short term, so 
it is logical that they stop focusing on quality as no longer feel the pressure of the 
environment. Those organizations with higher degree of external motivation not use 
both the SGC to change your business and probably will not continue to invest in long-
term quality or will do so to a lesser extent. 
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 Similarly, these conclusions match the findings of Hendricks and Singhal 
(2001). These authors analyze how different factors affect the results in quality. Among 
others, they conclude that companies with a higher degree of maturity of 
implementation of TQM and implementation processes performed better, experience 
more positive results. 
 
 In summary, regarding the impact of the correct implementation of the system, 
we have verified as the correct development of the four phases positively affect 
employees results in more or less significantly. This is consistent with previously 
conducted several studies (Christiansen and Lee (1994), Ittner and Larcker (1996), 
Hendricks and Singhal (1997) and Easton and Jarrell (1998)). Several authors provide 
evidence that effective implementation of the QMS allows achieving positive results, 
not only on employees but also on various economic and financial indicators. 
 
Study 2 
 
 Based on the data obtained from the second study we can say that as 
organizational level, employees also grant a similar importance to the external and 
internal reasons. This leads us to think that communication in the field of quality is 
adequate, since employees know, at least generally, the reasons why the company 
has opted for a QMS. 
 
 Concerning the effect of motivation on employee behavior we also get to 
interesting conclusions. First of all, the internal motivation of the organization has a 
significant positive impact on employee participation. Organizations looking to increase 
productivity or efficiency get that their employees are more involved in the quality 
activities. 
 
 The results also allow us to conclude that both types of motivations positively 
affect the internalization of the principles of quality. Perhaps the fact that employees 
are motivated, regardless of the nature of this motivation, provokes always easier to 
convert explicit knowledge in tacit. So employees more easily settled principles of 
quality based on any kind of motivation. These results contrast with those obtained by 
Nair and Prajogo (2009). In his study of the internalization of ISO 9000, the authors 
conclude that there is a positive relationship between companies internally motivated 
and internalization of the Standard. On the contrary, they found no significant impact of 
external motivation on the degree of internalization. 
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 Likewise our results contrast with those obtained by Tarí, Heras-Saizarbitoria 
and Pereira (2013), in an empirical study in various hotels with the "Q" Quality Tourism 
certification. These authors conclude that hotels driven to focus on quality based on 
internal reasons tend to internalize more the norm. 
 
 We can also highlight the importance of these data in relation to the results 
achieved through the SGC. The study by Flynn Schroeder and Sakakibara (1995) 
states that organizations have different degrees of quality performance given various 
variables. Among others, the authors emphasize the involvement of employees as a 
determinant factor of performance and results obtained. In the same way, the article by 
Wardwood and Roberts (2004) concludes that the participation of employees is among 
the five most influential factors in the implementation and operation of a QMS. All this, 
together with the results of this study, allow us to conclude that companies motivated to 
a greater degree by internal factors, will get greater participation of employees. 
Consequently QMS will have higher performance and better results. 
 
 In general and answering the initial question that this study sought to answer, 
we can say that the initial motivation of the organization is in part related to the results 
finally obtained. Although not so directly as we might imagine, it is true that focusing on 
quality based on internal reasons will be more beneficial. A greater degree of internal 
motivation better results on employees, better development of the internal integration 
of the QMS, more likely to continue investing in quality in the future and greater 
participation and internalization by employees. By contrast, although the external 
motivation also has a positive impact on several variables, this is offset by the negative 
effect it has on others. 
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10. ANNEX I 
Next the questionnaire used to perform Study 1 is presented. 
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 11. ANNEX II 
Next the questionnaire used to perform Study 2 is presented. 
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